Boston  municipal  Research  Bureau 

25  PEMBERTON  SQUARE  BOSTON  8,  MASS. 

September  24,  1947 
Mr . Robert  E.  Cunniff,  Secretary 
Boston  Finance  Commission 
24  Court  Street,  Boston 

Dear  Bob: 

Attached  are  some  supplementary  notes  on  our 
recent  payroll  analysis. 

'(Ctc'6. 

Richard  A.  Atkins 
Secretary 


BOSTON  MUNICIPAL  RESEARCH  BUREAU 
25  Pemberton  Sq.  Boston,  Mass. 
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CURBING  MUNICIPAL  EMPLOYMENT  IN  BOSTON 


In  its  recent  bulletin  the  Municipal  Research  Bureau  directed  attention  to 
the  sharp  increase  in  payroll  costs  and  employment  in  the  city  maintenance  de- 
partments. Examination  of  June  payrolls  disclosed  a net  increase  of  1100  em- 
ployees since  January  194b.  The  rise  in  the  number  of  city  employees  was  the 
focal  point  of  the  publication. 

The  purpose  of  this  memorandum  is  to  consider  methods  of  curtailing  pre- 
sent authorizations  for  personnel,  and  to  indicate  certain  departments  where 
requirements  can  be  cut  back  without  impairing  municipal  services  or  causing 
hardship  to  regular  city  employees. 


Personnel  quotas,  as  established  by  budget  officials,  are  the  basis  of 
control  over  departmental  requirements.  These  quotas,  which  are  at  a record 
level,  total  nearly  14,000  positions.  Differences  between  the  quota  top  and 
the  actual  number  of  employees  at  any  time  are  deemed  to  be  "vacancies"  which 
the  city  departments  are  entitled  to  fill.  Except  in  a few  agencies  where 
funds  \vere  not  provided  to  cover  quota  allowances  throughout  the  current  year, 
departments  are  being  brought  up  to  peak  strength. 

Personnel  authorizations,  however,  are  open  to  amendment  by  the  Mayor. 

They  can  be  reviewed  and  revised  downward  at  any  time.  Given  the  peak  which 
has  been  built  up  and  the  pending  budget  outlook,  every  effort  should  be  made 
to  cut  back  existing  quotas  and  level  off  municipal  employment  by  dropping  tem- 
porary employees  and  leaving  vacancies  unfilled  in  permanent  positions. 


Methods  of  payroll  curtailment  outlined  by  the  Bureau  bulletin  included 
the  following:  (1)  adoption  of  a no-hiring  policy;  (2)  development  of  more  ef- 
fective personnel  controls-  (3)  departmental  reorganization:  and  (4)  survey  of 
management  methods  and  business  operations  in  the  city  government.  In  a press 
reply  to  the  Research  Bureau,  the  Mayor  endorsed  proposals  for  a departmental 
survey  and  appointment  of  a personnel  director  to  minimize  political  preference 
in  matters  affecting  municipal  employment. 

Specific  progress  has  already  been  made  by  city  officials  along  the  line  of 
no-hiring  and  tighter  budget  control  over  personnel  changes.  Action  by  the  Mayor 
in  dropping  all  but  tv/o  voting  machine  custodians  and  in  refusing  to  rerew  tem- 
porary appointments  is  certainly  a step  in  the  right  direction.  There  remains 
the  further  issue  of  enforcing  payroll  curtailment  to  the  point  where  measurable 
savings  can  be  realized  in  various  departments. 


Present  Personnel  Authorizations 


Methods  of  Payroll  Curtailment 
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Areas  of  Personnel  Curtailment 


Considered  here  are  departments  which  the  Research  Bureau  believes  are  areas 
for  downward  adjustment  in  the  number  of  municipal  employees.  Employment  trends 
in  these  agencies  indicate  either  undue  expansion  of  activity , neglect  of  pre- 
vious surveys  of  actual  manpower  needs,  or  lack  of  relation  between  work  load  and 
personnel. 

Election  Department.  The  Election  Department  offers  an  illustration  of  an 
a gency  where  payrolls  have  undergone  marked  expansion  within  recent  years  arid 
( where  there  have  been  no  important  changes  in  the  scope  of  departmental  activity. 

In  1941  ter.  temporary  assistant  registrar- 3 were  added  to  the  ’payroll  without  any 
apparent  justification.  A year  later  all  temporary  assistant  registrars  were 
given  permanent  status.  The  overall  quota  of  departmental  employees  is  now  75, 
as  contrasted  with  former  strength  of  about  59. 

Public  Buildings  Department.  Payrolls  of  the  Public  Buildings  Department 
have  expanded  rapidly  over  the  last  year  and  a half.  There  has  been  little 
change  within  recent  years  regarding  the  number  of  structures  operated  and  main- 
tained by  the  department.  Moreover,  such  openings  or  reopenings  of  municipal 
buildings  as  have  occurred  took  place  before  the  current  rise  in  departmental 
employment . 

' Prior  to  1946  the  department  operated  with  about  170  employees;  the  present 

quota  is  212;  and  in  mid-June  222  were  on  the  public  buildings  payroll.  Most  of 
S the  increase  in  employment  has  occurred  in  the  custodial  group  wnere  there  should 
a direct  relation  between  personnel  and  the  number  of  buildings  in  actual 
tV\^ni«vvVoperation.  ( Us  . 0*  • 

~ — X helpers  , 

Bridge  Service.  A few  years  ago  the  Research  Bureau  made  a study  of  draw- 
bridge operation  in  Boston  and  concluded  that  drawtender  crews  were  overmanned. 
Most  of  the  City’ s drawbridges  were  beink,  operated  with  three-man  crews  as  con- 
trasted with  one  or  two-man  crews  employed  by  the  Commonwealth  end  the  Metropol- 
A-re.  Ifaj  itan  District  Commission.  The  Bureau  report  found  that  fifty  drawtender s could 
00 /hi V 6bs  dropped  without  any  change  in  facilities  and  that  still  more  could  be  elimi- 
£ nated  by  making  certain  mechanical  installations.  At  the  time  of  the  report, 

j^the  Public  Works  Department  agreed  that  reducti^nscould  be  made  and  that  such 
curtailment  should  come  by  no-hiring . 


bt.dfe  pi 


The  number  of  drawtenders,  nevertheless,  has  remained  about  the  same.  In 
June  153  were  on  the  payroll  as  compared  with  149  in  1940.  Bridge  openings  last 
year  were  fewer  in  number  than  just  before  the  war.  On  half  the  City's  bridges 
openings  averaged  three  per  day  or  less.  Furthermore,  one  of  Boston's  fourteen 
drawbridges  has  been  transferred  to  state  control. 

Public  Welfare  Department.  Public  welfare  activity  fluctuates  widely  with 
economic  conditions.  Case  load  of  the  department  is  now  21,000  as  compared  with 
31,000  just  before  the  war.  Practically  the  whole  decrease  has  occurred  in— de- 
pendent aid,  a type  of  welfare  case  where  turnover  is  frequent  and  where  a high 
degree  of  social  service  supervision  is  necessary.  Old  age  assistance  is  the 
sole  category  showing  an  increase  avsr  194*0. 
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The  present  quota  of  employees  exceeds  the  number  of  personnel  carried  on 
the  departmental  payroll  when  welfare  cases  'were  fifty  per  cent  more  numerous 
than  they  are  today.  The  marked  increase  in  the  number  of  clerical  and  admin- 
istrative employees  (other  than  social  workers)  in  relation  to  the  case  load 
indicates  difficulty  in  bringing  personnel  into  line  with'  work  of  the  depart- 
ment. 


V.lien  employment  in  the  welfare  department  was  at  a peak  in  1940,  there  was 
one  such  administrative  or  clerical  employee  for  every  100  relief  recipients. 

The  current  budget  quota  calls  for  one  employee  for  every  6''  recipients. 

Statistics  Department.  Functions  of  the  Statistics  Department  are  such  that 


they  can  be  curtailed  at  any  time 
ition  of  tne  department.  Formerly 
three  employees,  how  its  quota  i: 
June  payroll. 


Proposals  have  been  made  for  outright  abol- 
this  agency  carried  on  its  activities  with 
six,  and  there  were  actually  eight  on  the 


S tr e c t Laying-Out  Denar tm sir t . The  close  parallel  between  the  engineering 
functions  of  the  street  department  and  the  Public  Forks  Department,  to : ether 
with  the  virtual  collapse  of  its  activities  during  the  depression,  has  raised 
the  question  from  time  to  time  of  mergiu  the  department  with  public  works  to 
eliminate  overhead  and  duplication.  However,  the  street  department  has  main- 
tained its  status,  although  by  no-hiring  its  personnel  was  gradually  reduce^  to 
about  70  employees  and  was  kept  near  this  figure  through  1945  ♦ : 

The  department  is  now  being  built  up  again.  Tne  quota  of  regular  employees 
has  been  set  at  85.  Y/hat  is  more  important,  there  were  11 5 on  the  June  payroll, 
including  a large  block  o_  temporary  employees  for  whom  no  provision  had  been 
made  in  the  budget.  Many  employees  are  carried  on  a special  loan  account  - a 
method  of  concealing  payroll  costs  which  has  been  severely  criticized. 

Fire  Department.  For  years  the  Boston  Fire  Department  has  been  costly  and 
heavily  manned  by  comparative  standards.  The  shift  to  the  48-hour  week  neces- 
sarily involved  the  appointment  of  a large  number  of  uniformed  men.  In  making 
this  change,  it  does  not  appear  that  the  department  endeavored  to  cushion  the 
additional  cost  by  alterin'  its  organization  or  procedures  in  any  important 
respect . 

In  December,  the  Finance  Commission  attempted  to  limit  the  number  of  new 
appointments  to  the  fire-fightin;  force  by  recommendin  changes  in  the  depart- 
ment. The  Finance  Commission  report  was  largely  ignored.  Ho  formal  reply  was 
ever  made  public.  The  report  suffered  the  same  fate  as  several  similar  attempts 
to  provide  adequate  fire  protection  in  Boston  at  lower  cost. 

The  Finance  Commission  recommended  a limit  of  405  new  appointees  in  the 
shift  to  the  shorter  work  week.  By  contrast,  the  1947  city  budget  provided  for 
the  appointment  of  about  500  additional  men  and  by  June  this  increase  was  fully 
reflected  in  the  payroll , How  there  is  pressure  for  still  more  men  - tne  Com- 
missioner is  reportedly  talking  in  terms  of  100  more  fire  privates. 

Before  any  further  appointments  are  made,  tne  respective  positions  of  the 
Fire  Department  and  the  Finance  Commission  .should  be  reviewed,  preferably  by 
submission  mo  a qualified  and  impartial  third  party.  Otherwise  it  can  only  be 
concluded  that  the  department  is  sole  judee  of  its  requirements  . .ad  trust  the 
taxpayers  must  accept  without  question  the  prospect  of  paying  exactly  100  per 
cent  more  for  lire  protection  than  tney  did  in  1>41. 
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Sanitary  Service.  Personnel  of  the  Sanitary  Service,  consisting  almost 
entirely  of  common  and  semi-skilled  labor,  has  also  increased  very  sharply, 
lhe  number  o^  employees  carried  on  the  street— cleaning  oayroils  has  almost 
douoled  since  1942.  Two  explanations  have  oeen  offered ; an  acceierated  oro— 
tram  an<3.  the  inability  of  many  employees  to  oerform  the"  work  of  the  de  part- 
ment. 


The  Research  Bureau  desires  to  state  that  the  labor  group  as  a whole  offers 
one  of  the  readiest  opportunities  for  no-hiring  in  the  city  /overnment.  Unless 
.labor  quotas  are  reduced,  it  v.rill  be  impossible  to  expect  any  material  reduction 
in  municipal  employment,  cull  utilization  of  existing  "personnel  and  substitu- 
tion, wherever  possible,  of  machine  methods  are  at  the  root  of  the  problem. 

Tam qor a i-y  Employees.  Over  the  last  few  years  there  has  been  a pronounced 
increase  in  expenditures  for  temporary  employees.  For  example,  in  1940  the  city 
spent  C 15 0,000  for  temporary  personnel  in  the  regular  maintenance  departments, 
exclusive  of  Asses. in;,  Election,  and  Public  Welfare  (which  involve  special 
situations  of  some  consequence) . During  the  current  year,  corresponding  aporo- 
pristions  amount  to  9525,000. 

ismporary  employment  can  easily  become  a source  of  abuse  and  needless 
expense.  Such  appointments  also  create  pressure  for  permanent  status  and  new 
payroll  costs.  Given  the  existing  quotas  of  regular  employees,  the  Research 
aureuj  questions  in  particular  the  necessity  of  present  allowances  for  temporary 
personnel  in  one  Boston  Trail ic  Commission,  Public  Welfare  Department,  Bridre 
Service,  Ferry  Service,  and  Statistics  Department. 


Ptndin;..  Payroll  Problems 


During  194V  payroll  allowances  for  city  maintenance  departments  rose  by 
approximately  six  million  dollars.  Inasmuch  as  this  experience  could  be  largely 
repeated  again  next  year,  the  urgency  of  payroll  curtailment  is  apparent.  It  is 
necessary  only  to  mention  such  pending  problems  as  pressure  for  general  increase 
corrscLion  of  existing  salary  differentials,  introduction  of  40-nour  week,  and 
overlay  on  salary  raises  and  new  appointments  in  effect  during  only  part  of  the 
current  year. 

finally,  there  is  the  impact  of  these  developments  uoon  the  tax  rate.  A 
v59  rate  in  aoston  can  no  longer  be  viewed  an  empty  threat  but  should  enter  1948 
cudget  calculations  as  a definite  possibility. 
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